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MEMORANDUM FOR: Director of Central Intelligence

SUBJECT. :  SBurvey of Agency Training

1. On the instruction of General Cabell we instituted a survey
of training conducted by the Agency to determine whether it is re-
sponsive to all present and future needs. The completed survey 1s
attached but for your convenience I would like to summarize briefly
some of our major findings and to identify the recommendations that
have been made for your information only. The full survey has been
gent to a fairly large number of senior officials in the Agency tecause
this is a matter which concerns not just the Office of Training tut all
components of the organization.

2. 1In general, we feel that considerable progress has been made
by the Agency in developing a training program toward the ultimate
objective of insuring that we have the best trained professionals in
intelligence in the world. We feel that considerable credit for this
should go to the Director of Tralning personally. However, there are
good training programs not directly a part of the Office of Training,
although closely associated with that organization. We would mention
particularly the work of the Office of Communicetions, that of the
SR Diviesion and that of the Technical Services Division as being well

developed programs. We do not recommend at this time thet these be
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taken over by the Office of Trainlng because we feel there is
generally close association and that in this instance there is nc
need for centralization.

3. The principal weakness in training at this time is in the
availability of the appropriate students. Not all of the proper
people are being trained at the proper time. We believe that.this
situation stems from the attitudes and indoctrination of the present
generation of middle-level executives, the brench chiefs. Many cof
them have had very limited formal training in intelligence and are
not deeply convinced of its values and its costs. In consequence,
training tends to be gilven low priority in relation to the many cther
conslderations bearing on the assignment and rotation of our personnel.
We think it is up to the Deputy Directors and other senicr officials
to insure that proper training is being accomplished by monitoring the
action taken by the supervisor in the individual case. If inadeguately
trained people are put on jobs by supervisors who are in a hurry to get
& man on the spot or who fall to release thelr people in time to receive
the needed training, disciplinary action should be taken against the
supervisor. This is most particularly true in sending people gbroad
without adequate langusge and operational tralning.

4, We would call to your attention in particuler the matter of
language training which is still not & success desplte the incentives
for learning snd mainteining langusges. Whlle the volume of training

might seem significant, we would point out that it 1s not necessarily
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the right people, not necessarily the right languages, and not
necessarily the right degree of language training. Only a very few
individusls have done whet is required and that is to take full-time
lenguage training for a sufficient period to acquire the depths nec~
esgary. We would slso point out that the Agency must devote more

time and attention to the formal training of executives. There sre
very few, if any, natural born executives and it perhaps would be

true to say that more of those who are natural executives gravitste

to the business world thsn they do to government or to intelligerce
groups. Consequently, 1t is incumbent upon us to see that our super-
vigors are trained to be good executives. This egain will teke command
action and insistence that they get full-time training in executive
work and then apply what they learn. Those who cannot be made irto
good executives should be relieved of thelr supervisory responsi-
bilities. I would urge slso that the Director of Training be fully
supported in expanding and perfecting his courses in operational trade-
craft including the making more realistic of actual operational training
under operational conditions.

5. We think, in conclusion, that many of the present~day problems
in providing training =t the right time to the right people are peculiar
to the first generation of employees, and that the Agency's junicr
officer training progrem is making excellent progress in assuring the
Agency a next generstion of highly trained as well as broedly exype-

rienced operating personnel and executives. There is enthusiastic
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acceptance of the Junior officer trainee throughout the Agency, end
we have concluded thet the time i1s now right for a policy of recruit-
ment of all professional ranks (with minor exception) through the
Junior officer training program.

6. The following are the principel recommendations which we
made in this survey.

8. The DD/P establish in his office & position of DD/P
Training and Doctrine Officer having responsibility and authority for
the formulation and implementation of Clandestine Service trainirng
policy and the development of operational doctrine.

b. DIR experiment with the concept of a board of overseers
fo:%composed of senlor grade professional offigers as &
means to improved communication with and indoctrination of consumers
end to promote the development of more effective policies on curricu-
lum end enrollment.

c. DD/P take appropriste steps to ensure that DIR be mede
8 participant, through the presence of his representative or thrcugh
other effective form of consultation, in all long-range planning for
the employment or expansion of deep-cover operations.

d. The DIR confer with the Commending Officers of the Army
and Air Reserve units to see if more practical reserve training, e.g.,
International Communism, could be hendled by OTR for the reserviets.

e. That the courses on International Communism be giver
wider publicity end offered to the personnel of other agencies.

f. The DD/P instruct all supervisors to observe, in reguest-
ing lenguage training, the principle that trelning in regular clssses
is the normal and most effective method, and that resort to tutorial
training shall be had only in exceptional cases and where required by
gsecurlty considerations, or unavoidsble pressure of time.

oy
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g. (1) DCI issue instructions that Agency Regulations be
aemended by adding new provisions (a) directing the Deputy Directors
to identify the categories of employees for whom specified degrees
of languesge proficiency are requlred and to tle these standards of
proficiency into promotion practices, end (b) directing the Deputy
Directors to identify those positions, or that proportion of positions,
in each overseas station that may be filled only by individuals who
possess, to the degree specified, the languege commonly used in the
generel srea of that station.

(2) DCI issue instructions that Agency Regulations be
further smended to make languege proficilency testing, according to
Agency standsrds, mandatory for all employees who are required to
heve language skill;

(3) DD/P direct that in all long-range operstional
planning the implications with respect to possible radical change
in requirements as to the nature or extent of languege capabilities
be carefully considered and that the conclusion reached be regulerly
and promptly communicated to the DIR;

(4) DD/P consider the advisability of placing directly
on the division chiefs the responsibility for all scheduling of lean-
gusge training for personnel in the division and for monitoring the
timely carrying out of the langusge treining thus scheduled.

h. (1) The DCI estsblish as Agency policy that all junior
professional officers enter Agency employ through the JOTP.

(2) The DTR establish a JOT Selection Panel composed
of line officer representation from the three Deputy Directorates
together with appropriste representation from the Office of Perscnnel
and Training. The Chief, JOTP, should chair the panel.

(3) The DTR arrange for the participation on a rotstional
basgis of line officer representatlion from the three Deputy Directorates
in JOTP placement panels.

(4) The DD/P establish minimum standards of training and
experience for case officer apprenticeship including general prepsratory,
basic skills, lenguasge and edvanced operationsal training, and, that he
determine the feasibility by experiment of some form of overseas famili-
larization as a part of the apprentice period.
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1. (1) The DD/I direct that the recruitment and initial
training of Jjunior economists for ORR be accomplished through the
JOTP; that increased emphasis be placed by the Agency's recrultment
facility on the recruitment of JOT's with academic backgrounds suited
to ORR needs; thet ORR recruitment be phased down as production of
JOT's increases and generally limited to senior economists at the Ph. D.
level.

(2) The DD/I and the DD/B initiate a test program for the
rotation of qualified DD/I professionels to the DD/P to serve as reporte
officers wilth part of the tour to be spent overseas, DD/P reports officers
in turn to rotate to the DD/I for training and experience in the evalu-
ation and use of intelligence reporting.*

J. (1) The DTR be epecifically charged with the responsibility
of determining under whose auspices non-OTR training will be conducted
and,

(2) Pertinent Agency regulations be smended accordingly.

k. The Directors of Persomnel and Training together with repre-
sentatives from operating components take a fresh loock at the overall
problem of clerical usage end meke recommendstions for a more effective
system. This should be followed by en OTR reassessment of clerieal
training program.

1. The DD/P study the extent to which it 1s feaslible to develop
a greater capability in technical tredecreft in operations officers,
esteblish minimum standards of technical training as basic to the re-
quired preparatlion of all operations officers and issue policy accord-
for t] ouidg P e :

*A simllar recommendation was made in the IG's survey of the Far Bast
Division, DD/P, dated June 1958. The lack of recognizeble progress in
this importent effort impels us to repeat the recommendation here.
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n. The DCI authorize end direct the establishment of a mid-
career training course for officers at the G8-12 and -13 level in order
to prepare them for broader responsibillities particularly in the field
of command, to refresh their motivation in the intelligence service and
to broaden their understending of the interrelationship of Agency functions.

©. The DCI authorize and direct that a senior officer program
be established to develop more officers cepsable of formulating and evalu-
ating comprehensively policy concerned with intelligence in the U.S.
Government generally in keeping with the outline desecribed sbove.
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